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1. PURPOSE

(' New Ways to Work is}a community Vocational resource center located

in Palo Alto, California; -1t was. started in 1972 as a means of helping

)

pé?ple who felt that existing patterns of work did not suit their, needs.

In the past 3% years, hundreds of first-time workers, re-entry women,

N unemployed professionals, budding - entrepféneurs, and others have ured the
resources of the center to find work that has meaning for them, From the
‘ ’ beginning, these job seckers . included a considerable number of peopiﬁ who

’
N 4

e could not or did not want to work 40 hours a week (or more) at one Jaﬁ
. Instead they were seeking permanent, part-time work which would‘allow them
time for other interests and responsibilities. New Ways to Work's'staff
T began to build information resources on permanent part-time work and

'i ’ job sharing in an effort to help people re-structure.their jobs. \
“New Ways to Work was asked-to\deveiop.this module by.Project‘Qareers,

a joint project By Metropolitan Adult Education Program of San Jose and -
pf . p ’ .

American Institutes for Research funded by the U.S. Office of Education, -

The purpose of ProJect Careers was to gather atid disseminate information

~ -

ron career guidance approaches being used with adult populationirand to

. N (——-&_‘
N implement~and field test, two approaches° A maJor needswhich emérged
. ] . A « = . .
R ( . as part of this proJect was for techniques and approaches for N

. - - -

develop;ng respons1b1e payrt-time pos1qion§, particularly for women.
G . ¢

Project CaEEgPS asked"New Ways to.W%rk‘to develop'a manuaI which other .
1

&‘ groups and organizatlons could, use as a guide to promote JOb sharing.

This manual provides a vehicle for,women ‘and others to organize and *
promote part-time .jobs for-themselves.d . .

1
\

This manual will be of interest to anyone who wants to learn more

-
a

about the shared job conopet,' It will be particuiarly usefdl to staff of

: g ‘ X R 2 |

»G - ' . ' 7 . : .‘EQS»;p‘m . _ ) : s
[ERJ!: o oo T T . .
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~ an organization which has the ‘purpose of promoting moke flexible job

-

arrangements through working with individual ;Sb seekers and employers, -

‘The manual will also be'a valuable resource for. individuals who want to .

H . B ‘ i -
develop a permanent part-time job- for themselves and for employers who

.

are interested in exploring more flexible work arrangements for their
- X r\ N
employees, . e : .

If you belong to an- organlzatlon or agency ‘which would 11ke to

-
e ¢

develop a program aimed at helplng people reistructure their JObS it

X ' .
might be helpful to consider that:

~the groups most successful i inplementing this sort
. of change have had preV1ous experience 1n counseling and
job development; . '

, -a minipam of two full- t1me or 4 shared) staff peopl
is ne€essary for i plementatlon of a fully developed™

projec The progjram can be initiated a little at a
time, hOWever, just as it was,K at New Ways to Work.
. ’ i *L R /

Use as the Basis for a Workshop.

o

This manual is organized as an instructional module which can be

Yted as the basis for a workshop. The introduétion section includes

) ~

desired outcomes for partiEipants and a brief suggested ogtifne‘fbf'é'

workshop, Exercises are included to reinforce key concepts in the reading
and to allow participants to apply ese coﬁcepts to their own situyation,

There is considerable background informatiog on job re-structuring and

. 3
suggestions on how to assist individuals and employers. A workshop

leader can read through the module and select the information to present
~ .
and structure a workshop to meet the needs of the particular group,

. > . 4

N
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. o 2. MODULE GOAL ANB OUTCOMES . P
[~} " . .. . AN
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#Module Gosgl . . ‘e
To help you and your'organization develop a counseling and Hob devel-
opment program which addresses the needs of your clients who are seceking

» ~ ’ . .

' permanent, part-time, or shared joB opportunities,’

Module Outcomes : ' p )
f . ) ‘ ‘ iy 1 ‘
P .When you have completedy this program you will be, able to: .
. - - (1) State tfhe Wgsumptions on‘which'job sharing is based,
b (2),‘Exp1ain the cdoncepts of<j6b sharing to people seeking to X
’ o re-structure their jobs (either the job”they already have jor
one they are looking—for). You will include at least two
stechniques which they can use to increase chances of succeds. -
- . (3) Deéign'a job development prografn which will create a dialogue
B el
- - with-employers in your area about jo sha§ing.“The program
. - . will educate employers about the advantagéds of job sharing

and help employers design means of implementing job sharing v
‘in their own institiutioq for both curren
applicants, ,

employees and job
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¢, \ 3. MODULE OUTLINE T

..... PR ' .
, | \ " .
, ; . “
Below "is an outllﬁg\suggcbtlng how this manual can be used as the
bsts for a wd?kshOp ‘for people who want to promote *job sharing.

. pix chours-two sessiogs, three hours eaghu : ' .
Scssion 1. . ‘
E l.'.Introdutt;on_of‘ﬁésit Concept of 5ob Shar'ing * 30 minutes
(pp. 9=24) ¢ ‘ : ' ’ .
2.‘ Exercise 1 - Job Sharing (p. 25); Discussion o j 30
.3. Coffo; BfeLk L L B . - 15?
o 4, HLlplng Individual Job Seekers (ppo 27-53) © - 15
///— X - WOrkshop .for Job Scekers' - First Se331on (pp. 38- 41)
o
g !\‘ 5.. Exercise 2 - Pairing ( P. 54); Dlsdﬁ331on - T - 60.

N

' b, Workshop for Job_Seekers - Second Session (pp.- 41-43) 15

7. Summary - . 15 .
. ‘ ! E e
) . 3 hours
L 4 ' ' ) o>
Session II . . o ' . '
\0 £ . Y .
;1. Job Development {pp. 55-66) . 30' minutes
b (& ‘ :
N N . . N
2, Exercise 3" - _Ideﬁki%yihg Employe§§-(p. 67); "« 30
’ . Discussion’ ? L. A '
3. Exercise 4 - Role Plgiying interv;ew (p. 68); " - 4 60
v, Discussion . . o C°
@, Laaet A . [ ¥ ) .S‘-.
4, Coffee’Break - X R 15 : g
. 5. Information Resources (pp. 69-72) 15
T 6. Questions on Total Presentation; ’ s 30
Discussion of Jobs which can't be Shared : i
’ . . } 3 hours
, : ; -
] \ ° i N
. ) ‘8.'11 /
. . - -4 . \
' “. v
<, “ -6— N
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Jo b Re - structurlng

Shared Job

E * Permanent Part-Time

%

Worker Option

Flexible Hours

-

m( ‘Flextime . g

Exempt and Mon-
Exempt

. ot
by

Lor

4., GLOSSARY OF TERMS

-

.

Refers to the re-shaping of the contentyor ‘the time
Jof an, ex15ting Job Until recently, it has ‘been used
predomlnently in reference to changlng the content of -
~the job. This module howaever, uses it malnly in -
relationshlp to time, : o
One full-time position for which -two or more people .
share résponsibility. o . ;
Refers to jobs requiring 30 hours a week or lesq

to perform. As we use it, it implies the existence of

fringe beneflts, respon51b111ty, and upward mobility.

A choice which can be exercxsed by a worker~ in this

context the choice of worklng full- t1me or part ~time .

in hls/her job,. .~

A 0
’

A generic term which covers the various ways industry.

has experimented with the 40 hour work week in an effort .
to dncrease the commitment of the full-time worker (and . ,
hence increase productlvity) to the organization. It
inclydes the four day work week &he three day week,

and’ flextime. “

' ) . '

: : S
A new: system ‘'of work scheduling which allows an employee.
to choosa~—~—w1th1n parameters-—-bls or her work
schedule._ ‘Although there is a "core" time which .all
workers are expected to adhere to the hours; preceeding . o

»

- and succeeding that time may be scheduled the way an

individual wishes. (For examplg, if the core time were . {}
from 10200 a.m. to 2:00 p.m., thé worker could arrive ‘
at 6:00 a.m. and leave at 2:00 p.m., or arrive at 9:45 Y

and leave at 5:45 or any increment in between that

sulted his personal needs. )

s . :

ol O 8 . .
This is a personnel term which differentiates :
between workers who are covered by Fair Labor Standards Qf

overtime regulations. In general, professjional,
admlnlstrative, and executive employees are considered

"exempt° _ . ,/ \ - )

Fringe Benefits-~

ERIC i

i vc SN

Compensatlon in addiétion to sa1ary, such as med1ca1
1nsurance, socdial sefﬁ"&fy, paid wacatlon, etc.

-
-
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- . I, A LITTLE HISTORY

-~

K4
v ) i}

T - ‘
nginitiongf | Sha%ed Job

N\ .
A shared JOb is one full-time position for which two or

*

wore people share rosponslblllty. Each person then holds-a

~

permancut part-time job, Salary and fringe benefltqﬂaro

pro rated according to’ hours worked.

Where and Why Did People Start Sharing Jobs?

No ong knows who first concluded -that one regular full-

+

time job .could be shared by two peOplg. It was probably
» Soneone who was working full-time in a job he or ghe enJoyed

but who no longer Wanted to wprk full-time and«knew someone

-

Yho could "share" the position.

The first timé th? term.job-shariﬂg was used in a
formal progra@ designed to increase the wse of ;his new wo;k
pattern was‘in 1968, A group called QataleE loqatedyin !
New York City obtained funding for a pilot‘project\which

T~ . '

qllbwed_sociawaorkers in the Massachusetts Department of
N [ ad

Public” Health to split 25 new positions and.-share them

. B Fy e ) ‘. . .
among 50 women, As an organizatiorh yst was interested
in carcer-oriented, pefmaneﬂ% part-time OpporgunitiES for

college educated women who had interrupted théir career in

order to raise a family.: Although the idea was difficult to.

.

initiate (1t took them [our years to flnd a departmeqt J

which would try it)), the Fesponse to the program was over-

.
*

Qhelmihgly poéitivei More. than 1500 cg&led to inquire

. . . .
about the.program armd 250 women applied to be considered. for

the Opéﬂzngs.
. 4
e 1 1,

-11-

(

Shared Job

C

Catalyst Projecc



Afbgr working with thc‘bupartmcnt of Bublic Health for

a year, Anv of the workers said, "The experiences of this

. { P ng
. 4 - \ N s !
A\ . past year have been in many ways so revarding that 1 could .
. v
., . - 4 )
\m_::Eifi}y slip into a testimonia¥ : How 1 found Catalyst and
N ) N . . o
Vv J vwas saved," The supervisors were equally enthusiasticyand
P " ’ . "t -

reported that the part-time social 'workers cach werc able

to produce 89% of the work load of a full-time-employcc. L PR .

They ‘also pointed to the fact that ab;enteeismlaﬁd turnevc7/’

*  among the part-timers was significantly lower than among the

.
- ¢

L : .
full-time personnel. c.

1 ¢ )

.

Pubiicity about the Catalyst project resulted ina Positive Response

.

.wide spread national response from both individuals and
groups who supparted the cbncept. It became obvjous that

" there were many pedple-smen and women--to whom' the opport-

P I f . .
unity for a challenging part-time job was very important.
y g p J y 1imp

A\
b s

A lot has happened in the eight years since the original

. ~ ’ s
Catalyst cxﬂhriments--what about job-sharingdnow? In 1968

’ -

one of the attractiveée aspec¢cts of allowing people to share a \

’ : »
job was  the ability to enlarge the pool of qualified job-

T\‘seekersw The ecdnomy was viewed a3 constantly expanding. -

The women that Catalyst represented wére primarily college
“ .

cducated professionals whose ''trained skills' wére seen as

lost to the econpmy during the years that théy "dropped out!
- .l_ : e T W sl
’ of it, : : ‘ ‘ L
' . ‘o . @ - E . e
0 Today, this argument has less appeal. - Few people cxpecé The Mid 60's ~

"a rcturn of the- fast-paced growth of the '60's. Unempkﬁymehq ) : -
- . . - - \‘/ L ’ . L4 \\_"
has reached new highs énd, at the same time, other grohps ’

Q. : : -

s
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Wi w1t;h1n our soclty are demandlng wider and better access to

- o

L

-, glstlng “Job's, . Vhat th,en is the ap,yeah of shar1ng 2 Job"

] \— - g

Peo ;é 1r§ of/

" comcm vt ..o - ‘

- ' ?,tggponsé?co thﬁ\nany 11fe~sty1e changgi that have.takeh
' :

’f - .
#place fﬁ&our ?Bcleﬁy rg,the past ten years° ) Lo W\

A-".,‘.' 9.’“

L

% P =4 c

7. fawh, Secondly, it is & means of'rerdlstrlbutlng werk hoursG
g

.
s

-’ .
-

_ so that more peopie,aan behemployed.'
’-.l . . - ¥ ~ . ) 4
i In an article on "Changing Famzly LifenStyles”

N r

v

soc1olog1st Jess1e Bernard suggests that* "Owr nefs concern

» R L 2 -~ .

N ﬂ‘wfll égk 1ndustry to accommodate to the famlly rather than

,

" nequlrrng the family to accommodate to industry° It calls

. % for extens1ve increase in the availability of part-time work

(‘ . .
‘ghr both men and women so that Fathers and mothers can share

-
‘roles providing income, child rearing, and socialization',
—~ S - .

<

" X .
¥ In addition to parents of young children (increasing -
numbers of whom are single) magx'other people are seeking
\ part-time employment to balance their work wigh other %

responsibilities in their lives, For example: —

e -the minority woman who needs to work
> while she firishes schooly
e R ;] .
-the ambitious secretary who needs special
training to qualify for a job cafegory
newly opened to women

-the top executive, recentigéyééovered from
a heart attack, who is t¥Fying to reduce ¥
his work load

7-the man approaching retirement, who is
seeking a way to adjust to/the change
from full-time work F; . o
-the middle aged professinal man who is
looking for time to explore the

job shar1ng repre;Lnts a very approprlate',

=

possibilites of a new career
. ~13- : >
Q . 1
ERIC e S
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(344" - . Ve . - " ‘ k4 é
E - P —the“homemakgr ,- whose chlldron are gro .
N N who want a,part time Joh . ) , o .
_) . - L o, 00 .; ’ 5 6 ‘ . ‘-‘1‘-
o Othérs may 'seck to support their community service ’ ‘ﬁ}i
o~ * * - v . lﬁ ) - . ' - .
« Work &r a non-lugrative pque%sgqn. T e, e
/; '_‘ . .- oo # ‘. . .:\/ ki ) ) . e ‘ ‘ ‘Q\
) These people illustrate our growth towfaird what h#s been | Soeial -
P . - - . »
. - A . R - T o .l Pluralism
. .//rcalkgd social pluralism, Our ﬁociety has hecome too complex-f - ;
~ . ’ i A Lo e e b . R - s T
, ) § r( i : OO f et o "oy . 4 I &
L . *for us ;;tﬁlew a single, "majority rules 1£5£sgylﬁ as the
. -\

answer fér‘everyohe. th,theh do we' continue to-hold up the | Changing Life
. S - " ) ) . K o4 Styles * ,
40-hour work week .as the ''cofrect" Way to work? Increasing ’

4 . - \ , . ’ -

L 4 . -
“ numbers of pecple are questioning the validity of traditiodall

full-time emplpoyment in their own lives and are sceking work
Optiohs—-5qch as jdb-sharing-:which will bring into better

balance their private lives- and the demands of their job.

'\
-

Another need that has becope'increasingly evident in Need for More
. coe ' . T Jobs
: o i i . B
the past year 'and a half is for a re=structurinfy of work %

which will prov1de more pcople with -better acc%ii to- jobs,

)

Our country has many more people who want, to workythan it

has jobs avallable. Allowing two pe0p1e cuTrently working

full-time to share a job would Tree one full-time position.

(4

[3
-

There are many instances which make it difficult for
T— . | ) .

a person to woPfk full-time, One San Francisco Bay Area'City‘
’ \ ‘ Yy - ’

h = v
) formerly.had/;’number of employees who were allowed to work C

0 part-time while they attended school full-time. An

.

"cconomy" order eliminated ald part-time categories and 4

v 1 0
- these workers were given the !oice of staying on as full-

cime empléyees or 1éaviﬁg. In a society that depends on a

highly trained, well educated work force, this would seem

h - * 1 4 ‘

IS

-14- , y | N
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to be a short-sighted poglécy. It is, however, 4 policy that |
- 1 l‘l .
is ‘far too prevalent Traditionall& the part-time worker”
N ° >
’ ,13 one of' the firsg to gxwhen there are cut- backp in thHe
. -~
) . { N -
. Fwork force. Bécause of this \I‘TBP}' full-time emp&oyees &\\ﬂ :
s . / ../ ~
‘ ) he31tate to express an interest in ;\‘érmanent part-time~-and :
- ./ ~ J . . ’ s
Lo contlnue to fill work _hours which they nci?\ want nor, need
' and which consequently a oSt to"%meOne elSe. It is time |°.
to recognize pérmanent part-tlme work as being a responsiblgé .
giable way of working. -
. v R 4 [ 4
\ . The following page jsummarizes ‘major event’s.relafing to
B I _ ' \ o . .
jo‘b’jéharing. - . )
w ! N \\)
by ; : . . o
IR o *
‘ A i
W ! -
-
- ) 7
n .
' \ ®
‘ A
. -t - - \
bd ’ /\
/ v
|+
’ ‘f
. ¥ 19
-15-
<

RIC . -

Aruitoxt provided by Eic:




1968 Cataryst sponsors- stud1es of permanent part -time teaghers \\\7 ;

‘- *  personnel. . . _ »
S ~ N £ -
- }972 New Ways to Work in Palo Alto beglns to give workshops on . '
N flexible scheduling,™ permanent part-time, and job sharrng.
. ' ’ /- .
1973 Berkeley City Counc11 votes to allow c1ty employees the optron of

- : Y

' HISTORICAL E;GHLIGHTS OF JOB SHARING . v

-

¢

" and permanent part -time social workers.
. t . \ - Y

Catalyst white paper defines terms: shared, pa1red spltt level,

permanent part-time, -flexible time), etc. 1. .

P
. B o

. L ! . ‘ . .
1970 ,  New Ti&e“ ‘Inc., a private placgment agency, opens. They get”
nat10na1.pub11c1ty on the posrtrve benefits of using part- -time

sharing the1r JObS or workrng as. permanentwpart -time workers. .
. \, ~ 1
/T v

R Sen, Tunney ZX@ Rep. ghrke fntrpduce bills in:<he Senate and the
S ‘'Housge . .on Flexible Ho!rs Ehployﬁent (The bills have slnte been

‘ re- gltled Career Par tipel Employment. > g .

\

1974 ‘Instances C%EJOb sharlng\begrnhto increase and are doeumented

Digctor of DeAnza Joqior College's program for
Handicapped ?tudents . ‘
f

irector of Stanford§gniversity's ARLO program

Naturah@st City Palo Alto ) .
‘Director of Extended Resources Center, Palo Alto Un1f1ed
School Dlstrlct : P : .

tment of Labor

D1rector of JAC prqgram, U.S. De.:

- Tunney b111 comes out ogjcommlttee w1ﬂ~

v y ) *
.City of Palo Alto decldés to use job shar1ng to implement 1ts
affirmative action plan. -

1975 - {fPalo Alto School District offers option of part-time to teachers:
' over 55, They also begrn to allow the sharing of contracts if
teachers submit a well thought out proposal for doing it.

Tunney Bill passed,

Senator Omar Rains (Joint Committee on Legal Equality)wintroduces
legislation in the State of California senate which would create
and expand permanent part-time oppoftunities and shared job

for -tate employees (SB 570).

CETA funds New Ways to Work pilgt project on jobesharing

V]

League of Cities endorses.concept of job sharingd

16
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%" | > 2. DISTINCTIONS BETWEEN TYPES OF RESTRUCTURED JOBS
\‘ ‘ -, _‘\ r . - -, P P . ., ,
) : . ‘. A Y L S T .

[y

o . : ) .o .
T Qr " As more and more people found their way into less than Important
’ : ' . . B ) ' - "} Differences
40 hour a week jobs, distinctions legan to emerge which 3 €

o '
: L.

- . S : P ..
decribed ‘the different Waysg£0 deal with the time and the

i ® .
i

] ~ { & ' ' :
_ <, part-time opportunitiés tgg terms split job.and then shated
i P | .

. igb began ;o'bé-used. Although,all three refer to o ) - ;.\Q

£ - ' N
a,employment, there are.important - |,

A v.:; | _{ Ifls\\\_,

art tlme emﬁloyment is a«gggerlc term for .4 Permanent
' Part-time

1 -

- alternatives ‘to full-ti

&

S differences,
- o =T .
- .~ Pe?%ané

oo

nt which’ requ;res less than 30 hours of work a, week

;mmio
. ‘ ThlS anludes people sharing or Spllttlng a full- tlmq job,’
\ B It is also used to descrlbe thgse~spec1f1c jobs which are.&;\<f“l\
thei; nature "part-timeﬁ if they are alao permanenp and . \>
v 7 include ffinée ﬁenefits. (Most tampprary, Ra{t-éime jobs da ‘
< . not have benefipé.): ' o

v

‘When a full-time position is re-structured, it can be Split qu

q

-githar sglitjor shareh. A sglit’job is one in which the
tasks can be neatly'divided and -the two people splitting it
| do pot necea%arily interact at a11.. For a;ample, an
T “assembly line wafker who works every other day or a social

worker who assumes half of a case load.

A shared job, on the othef hand, requires both communi- ] Shared Job

cation and co-operation between those working together. To
most of those who have re-structured a job in this manner, —
_the ''sharing" is taken 'literally, . In order to do. this, ihere,//ﬂ//f \ .

must ‘be a 'commitment.from both people to flexibility and
. _ “

. mutual support. What results is a new way of worklng.

\

Pe0p1e who share a job with another person know* that they
--17-.




are both responsible for the total jobs . This may mean that

- . S
¢ such as in a receptionist position, or for accomplishing
. . . ‘ . , J

B A3 \ ’ ’ N "
2 they/ are both responsi%or‘ having -the total time covered,

wf

thc‘;l total task. "If the position is task orient tﬁec two ,

- ~ L0

ponsibility; t#at is,”dividing a job into two separat-e‘

v

‘L_X\}é&els' of tfaining or ability¢ F r example, in a plannlng

-;1t10n in v‘ch tfre planner does “both thé plann:lﬁng and the.

- ‘/ '
raftlng, the p031t10n could,,be spllt 1nto one- Wthh called
’ for a planper and a draftsperson. Some peOple-believe that
‘this kind of re-structuring has a great potential for.
‘v . - % . L . -
P : . " 3 . )
training and® consequently can be used to ‘implement affir-
{ | _ y - .
_mative.action hiring, .
2 "
o
- o ~
> . - N

Q ' ..
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L s Vo ' ' ) o
| 4 C ' . ¢ . . e
ﬂ - 3. TgE "IDEAL" JOB SHARING PROJECT - o bt ;

.
< -~

' The ldLal prokram would be ablt to neatly bal@qte the ' ' -

. . needs of Lhe 1nd1v1dua1 seeking. a re- structhed JOb with

N » ‘\/:h\\
P tho job development necessary forsshared emp?oyméﬁt
\ opportunities in his/her field. $ T '

] N N
H -
»

>
Services for -

/% In order to do this it would-offer services to
the Ipdividual

~
, ‘°ingividuals which would include: o
o, ;‘V)'fm~ ' ,,ﬁ
- -helping value clarificatgon adqd skills
. ldentifjication for those peo who QOFnot 4 e
want to work full-time but-Who are unsure. ]
¢« " of what job area _they best/qualify for ~n " . v

.

%4

el i N :
-teaching' them the concepts and strategies I v o~ /[
. of 1nterv1ew1ngk\?‘a shardd eam : s,

-prov1d1ng them with support/and additional \ ~- )
information as it is needed” durings their o .

, ) * job-hunting period ~ \.gir ,
& . ( - - d - . 5 .
. \ -d¢veloping an exten51ve Talent/Skills _ )
b : Bank from which they can pair up with some- a

else . . R - . -

/; L -genergting successful job developments T : : o
%ﬁ : @Fpportﬁ(keep those listings coming in) - '

-providing staff support and access to/’ '.T‘\‘_
e . possible "pairs" for those who are,working : ‘

~©+ full-time and wish to re- structure AR _ fﬁh :
. their job : 4

(22

o i
-orgénizing wog%jng'grqups to provide ,
: . opportunities to role play some expected -, “
. - situations - ’
-~ Do . . Ly ' \ . P . S
.The work withy the employers would include: . Services for v -
L. . ! o ' the Employer
b ) c -developing an understanding of the . ' v
problems the employer faces for whic \
’9& o job-sharing could be a viable solution, &.1
T (Is the firm Pecoming top-heavy with °
older workers? Are they having difficulty
recruiting or holding people for some
-~~~ - .of their more tedious #pbs? -If it is a -~ -
. school district, are they EaC§d with lay-offs -

K N
[/

~because of'declining pupil en ollment? )
1."' . > " ? ~
-19- ‘
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' -being ablc tQ answer the employers ‘%
. questions aboub fripnge benefits and
other 1ssueSn .
% -
s - -pyoviding training for the supervrgors"
. . which would sh them how job- sharlng N
' works and how t can help themﬁachleve
such management gdals as implementing
| an affirmative actlon program. &,

o L -prov1d1ng workshops for employees whoLg”/
wish @8 re-structure thejr -jobs. *

_ ‘ » would include hccess~to ’he-Skills
. Bank for those who-were [looking for
someone to pair withe, ) R

-
1

1dea1 program would 1nclude comprehens1ve media coverége

.

LY '

(Job sharlng and the spec1f1cs of’ yOur organlz ‘:

'%{ Since most of thg\\rganlgytlons which afelﬁ téy
. ‘ _'. / '.
(1ncreas1ng the opﬁbrtunltles for’ " job- sharlng ax§‘§ﬁ the
. ,,‘ ;
grass= roots non- proflt social change mode, thQ‘"ldeal"
N _14,(» Pass
w111 often remain somethlng to aim for rathér ﬁ&an the

rea11ty.. This does not, however ‘mean that a program

.v

e \-'> : v

without all theSe components at oge time c yt be
- y : o RE
£ successful.'"Everytime‘a successful'shared job™loccurs and
" 1s ‘noted, the process beifmes ea51ef for the next person.
ﬂ

| Because of this, : any efforts\towards 1eg1t1m121ng ‘the idea -

of sharing“a jqb help all of ug whofbelieveathat it should

. co. & Ay
cxist as an; employment option. . A

In additTon to the work wish individuals and employers, an

Any Effort as -
a Contribution

3




. ‘ s . . Y - .
\] . . )
. 4. RELATIONSHIP OF ASSUMPTIONS ' ANP THE PROGRAM g
. . s, ! \ ) . \&

Assumgtlon Program Action

. ‘ .
—~ Thefe .are currently.more responsib®,’ Thejover all program outlined in,
e céEZer oriented fullytime jobs than - tgyg module ‘is in response to
. there a good, permanent part-time . is assumptien, .
p051tlo:§ﬁ Sharing gns/ﬁull -tige - i S S
, job gnablesspeople tdwefeate new : . P2
alternatives to full-time work. . ' \ T BN j ’
S 1' People can ¢ ate a re- structured - The program<§fveleped agd makes
‘ job ff)r themself ifd : /r availgble '
; ; r _
. (1) they are given 1nformat10n and - (1) 1nformat10n such as where -people
k\\\\” ) sgpport . are sharing jobs and how potent1a1
- . . , N - . problem areas such as fringe benefits
) 5 . R L . S are dealt with;. support and - s A
» a0 \\ S encQuragement, cognizing a%:tggse ‘
Co _ % C g—Jpeople ha? add d the component:of , ¢
oL - ' : - _ . creatjyng change to' the already
’ A ! o 'C : » dlfﬁa‘ult burd@ oﬁ looking for a JOb
A4 . s
, v (2) they arrange a way of sharjng (2) the Talent Bank wh#th helps thé? y*
* the joh.rathep tha leaving this job-seek find a partmner; :
burden to the empfloyer; And , A & ; -
(3) they can sell thé employer on (3 rﬁshops in which people learn - . .
hiring two people, for one full-time R - txamlne the diversity of a pair s'x
~. job hy a presentation which shows bgktkground and skills and how to,
that they can do.a better job than ‘present t e1r two resumes as a
H, a single applicant could, - RN paigage. ' e
Employment pattern canh be changed by:‘ Part of the program is the development
'\ . ' ) . -"of materials, and. services ¢hat' -
l (1 educatlng Yé:loyers to the o (1) document the needs of job-seekers
o changing néeds \of 1nd1v1duals (both - and also of those people currently
’ currrnt employ and Job-seq#erg, employed who need new alternatlves
’ ' © (older workers, single parents, etc,);
N . ) o
(Zf/iltlng the bgneflts to the;r -7 (2) cite evidence of increased *
firm; and~ - - _ flexibility and productivity and a
reduced absenteeism, turnover, etC.;.‘\
™ - (3)§Lffering support services - 4%3)fhe1p-supervisors initiate job-
which will help create this new , sharing in their departments and
employee option, “  counsel full-time employees whe wish
' to restructure their jobs; explain the
T concepts in a way that' presents this ¢
e new option as an opportunlty and not
. a.threat,. toe e s v T

(N}
Pk

4
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t

" being éhargqyéhd-hqw they

K exémp%e Ehé'job was originally full-time for on€ Pperson and

—
\\began to
L 4

i:>time person rather than to lose his secratary of long

. standing.

N\

2
4

5. EXAMPLES OF PEOPLE WHO ARE SHARING A JOB
i * . e v . A
, " ‘
,Here are two examples of the kinds ofojobéuwhich are

~ ~

were fe-structuredc In the first

¥ o -

- - . . . 4

oy
\

then, restructured. In the second example two éeop e-
. ) - f—.// . » ~ )
applied as a pair for a full-time job and ~onvinced the

3

emplpyer'during the interview process of the merit of
sharing the responsi¢bllities.

Va shortage of cliénts, her employer was forced to cut her

’ s : A
Due to
- .

ry X was a legal secretary working full-time.

work time .in half. After a number of_monthg;herpyg;k’load
increase -and the lawyer wished her to resume full-

tiqﬁ%ﬁburs? In the interim,‘;Eﬁéysii/7ﬁé_had become

com@htted to the idea of working~ha1f-timé and as a result

of her feelings her employer decided to hire another half-

’

‘ The tw:\&Qmen soon began to develop_a mutually

o

satisfactor&zsystem of work schedu¥z§?4 One woman had

the other's were older., Because of this,

l

with the mothef of small children taking -the morniﬁgs so

smal?/ghildren,

they decided to &plit the time mornings and afterqoodé;

o

P
v

she could be at home when herfchildren arrived back froml?

v

-

school, _
H
of the work and

w® R
They also began to -divide the conte

.to share .aspects of,thewjob“(typing,,bookéeping, and

“reception coverage) in terms of their individual strflngths°

¥
N ~

‘¥ Two Examples

L4

rd

.Legzi
" Secretary

Family ‘
Resgonsibilities

Determined
Schedule

Different
Strengths

e

One "of them has an accounting background, the other prefers

\\/_\

22~



loadsvylthout plac1pg an extﬁaordlnary burden on either one.

- one of the women s half day. .When a;family emergency or.

AN

not\kﬁdeal with numbérs but has more exégnglve legal -
o o - s ~

,experience. Consequently, some projects are follo&hd,
throughvby one person and others are done in collaboration.

7

‘shared arrangement glveé them and their employer. They =§§§

Il

B : o /
Both secretaries.value the erxibilif& that their

) -~
work ovef/;me d L&é peak periods and can handle heavy work

:}he nooh hour is coveref regulaqu, because’rt rs part of

R " {s +

111ness occurs the’ offlce ‘routine is not dlsturbed because
they f111 1n for each o her.

‘ . 1 . (‘
| -

The second example of a job which is ghﬁred is the

Director of Enablers, Program for the Physic;lly.Limited at
De ‘Anza Junior College. The man and woman who share rhis
job met nhile both were doing volunteer work nith the
Committeezoﬁ\Architectural Barriers to Handicappediworkers.

of them are physically-limited. Although the director's

their shari e job, Although the handicaps of both

applicants are severe enough to cohfine them to wheelchairs

™

and to make it difficult to.work full-time, the fact that
they are disabled makes then ldeal counselors and success
models ror the physica11§ limited students in their program.
One of them had strongxnnblic relations abilities and the

other had expertise in administration and counseling.

’
’

-23-
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= e tremendously in one yoat, ﬂl% cnrollment increased [rom.,
\ - N A ;

ERIC
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1

organizational criéis which was solvéd by one. of the[shaf%rs
¢ .. . - . T RN o

T
€< .
“in to‘ie-structure the j(z.once again.

. S R

) , - . . s

»
<

Duc to these combined skills, the program grew
- L . ; .

- i

L) . - ty \\. . e
62 ty” 750, :H¥J the staff{'which they supeckyise grew from 1?
. - . . e )

scerdtary to 20 persons, including clerical workc¢rs, wvan

drivers, and therapcutic consultants, The growth of .
program and dtaff size in so short a time ‘Kedhilted in an
'“I = - ‘. :
, . b Lo N

- -

taking full resPonsibiliix\E?r staff coordination while %he

» i , . .

. . . ‘v“ . . !‘
vther concentrated on counseligg. They also increased tfie

. A N~

5 w . ,

regular hours that they both work from 20 to 30. ~If the
program continues to grow, another "sharer" may be brought

¥ a

.
} LY
~N
\\
: 7——\
[
0 »
RN
e .
¢ ~

Program
Success

24
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6. EXERCISE 1

- JOB SHARING

Y

Thlnk of three kinds of people you know who might ‘be interested in
sharlng a job, s List the reasons for their interest,

J

¥

©

i

. W
' T f’" L ’
T - . - ‘.

7

3

Can'”re3p0n51b1e p031t16ﬁs” ‘be share
. Fnswer.

i

:

h »
(
3
2
N U
4

-25-
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‘ITI. HELPING PEOPLE HELP THEMSELVES

“

.

-
.« -
5.
- h
3
8
~,
e
. .
.
-
.
.
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f~.structuring*which is outlifjed

" i o § \\.
5 working{are those who want to do it :Aéﬁselves.

Aﬂif Others.have enough pressing reagons to work part-time so

‘" tho'se "pionheers who bécomé role models for the rest of us.

L .

1. RATIONALE--PEOPLE AS CHANGE AGENTS

B . . v

PR AR

£

* One of the basié tencts of job re«

the approach to
VA

‘this module is

-

ta this new mode of

that the

S v
people who can most effectively cr

-

PP

) | . ’
~' - There are many people who would like tL/@qu less than
;o . - / g .

‘fuxl-time--who might even like to share a job. Quite a few

-of them, however, do not feel strongly enough- about it to -
<A

take on, the task of "sélling” the idea to an employer.

Y

that they are willing tq4aésume the role of sodial‘chénge

I3
~

B

agent, Understanding that.wﬁattthey ‘are seeking 1is a new

wé& of working, not yet accepted by many employers, they
arm themsclves with reasons and facts with which they-hope

to convince a current or prospective boss,
‘ >

Those who

sucgé%sihlly re-structure a jdb then become role models for

others. As the number of job-sharers ingrease, the process

of.change grows easier.

It would be difficuls to over estimate the importanceof

R I

Those who are already sharing jobs prov.de:

-information on how they did it

2 a
~the kind of suppS?t that comes from
feeling that "If someone else did-it,
so can L,"

. ‘ \
-resources on how to make it work; and, .

- . o

. g '
-examples to point to when employers
feel that_job-sharing is not feasible.

»

U
N
O

¢

. L]
* » .
> - .V » .

- A

People as
Change, Agents

Importance of
Role Models

e

ep A A W W e g
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N ) ) -
An organization which supports the need for more

g permanent part-time employment opportunities can bechelpful

- o

to the individual job-seeker in a number of ways. It can:

-be supportive of their need for change--be
a balante to the "Why can't you do things

» the way other people do them?" argument: é
. ap .

: ~-develop infotmation resources on where

there are other people working this way;

what are the advantages to .employers; and

means of dealing with problem areas’

'

-provide a meaits for matching up with

other people who want to share a job; and
~offer training in the techniques that
%ghave helped other people re-structure a job.

-~

4

B I T L A R I R A I I R N SR IS S

How an
Organization
Can Help

oy ,



Iand'support the concept if they learn about it from a

'stations give a percentage of their air time to community
PETTRE

ERIC
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“%garingf Special interest groups which focus on women,

‘possible, give talks to meetings of professiofial ) ,

Ais-to-havevpeopleuhear~about-ﬁob~sharing"as‘qften‘ES““"“”"

; - -
/ . 7 '

2. HOW TO LET PEOPLE KNOW ABOUT YOUR PROGRAM

Publicity is important for the success of your project.

There are two main ways of letting people know about what

- . . . @
you arc. doing--word:of-mouth and the media. N L ’

9 . e <
Word of mouth can be very effective. Since job sharing

is a new idca,‘§t is casiest for an individual to understand

friend, fellow worker, or counselor. You should inform

people who arc counselingnor workdng with the ﬁeople you

afd . "/ ’ -

TR L ‘ , . )

Wish to reach about your program. . Many cosmunity service °*
4 C

organizationé arc effectivg af telling péopIe about job

.
A ~

the physically handicapped, singie pare%fs,or ehployﬁént

and training should be contacted and visited. Whenever

associations, community groups, and service clubs,whomever

will listen.. Even if no one is immediately interested in

your services, such talks bear fruit at a_léter date.

Media oqxerage is the second major approach., The goal

LY
possible. One public relations person said that an’
¢ -

average individual has to hear or see information about an

[} . iy

cvent three times before he/she will_dccide to attend. ®
il
Jherefore, try all the avenu@s cpen ta you.

Substantial radio and television covefage can be

attained aL no cost duie to the FCC requirement that

programming. Radios do regular public service announcements

~

~ ' -31-

Word of *louth

Media

Radio apnd
Television
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: TS .
* interested i?@ob sharing.

oo ¥

and often have community talk shows. Most television -

stations have community bulletin board programs with sghort
announcements, and longer community programming time.
Contact local stations for information on how to get your

information on 'the air.

Newspapers will print announcements of local meetings

N

and events, and are often willing to do at least one

- .

feature onvjob sharing, especially if you have some people

ad
sharing who they can interview., Newspaper ads in the

Er 2

employment .section are also useful in getting people

Many communit§‘organizations have newsletters which
©

they send to their ﬁembers. They will: often put

°

information in their calendaTr of events' or, better, accept

: f
an article about your project to print.

It is helpful to have introductory meetings set up

&
on a regular basis so that the time can be announced

through the media. Then your press release will be
&

- B e I I I - - - k% e v

correct no matter when it }q printed. 'Meeting deadlines
' r

on a variety of daily, weékly, and monthly newspapers can

‘be tricky. ‘

30

-32-
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3. INTRODUCTORY MEETINGS--WHY YOU NEED THEM

3

An information meeting, as:a first coatact with
' potential sharers, is-very important before people begin a
. . ) . . , ,“ " . ’ ’,7/
job sharing workshop. _ts purpose is three‘fold%

. ~-to explaln what Job shargng is and what
the goals of _your panect are ;

-to clarlfy'cxpectations about the project
and ddsc0uragc‘pcop1e who are interested
in work pattcrns other than permanent

¢ L . part-time or sharlng, and v
iy
~-ro handlc burcauéqatlc details such as
filling out forms’and signing up for
future workshopsa

;-

<

In general, an information meeting should -be conducted

.as a casual group discussion. Begin by describing what "job.

sharing is and how the project came into being, and then
ask ecach person around the table to tell about themselves

and wiy they are interested in job sharing. " Some people

- come to the information meetings because they are looking

»

for a full-time jobvand are willing to'consider part-time
as a stop gap measure. People who prefer full-time should

be discouraged from continuing with a projéct. They are ¢

. full-time job for themselves which can lead té cqmpefition

7 between the sharers, and create a bad environment for

’ sharing in a company. ‘
Ve ~as PL-
In the course of the information meetlngs, the staff

can clarify what the prOJeCt plans to accompllsh what the_//

potentxal sharers can cxpcct from the prOJect staff, and what

thg staff cxpécts of the sharers. ~It should be emphasized. }-
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that the staff will assist sharers in finding positions,

N .

but'thé& do not gqarahtee placement. 1In return,.the

Ny

. : v -
potential sharers ‘commit themselves to participating in two

L

y . workshops sessions to learn how to most effectively convince

'-empioyers to try joB shaﬁ;ngi Since people applying to

s

-

companies in teams are critical agents in spreading the

word about job sharing, potential sharers should be

equippg@ with well-reséarched background information.

An information sheet about each person can also be

>

completed at the meeting for the project files. These are
important later when the staff matches people and jobs., It
is helpful to get as much information as’ possible on tgg

' .skills and experience of each person to help in the .g }

-
v

matching. ) ’ - .

-34-
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B 4. DIFFERENCES BETWEEN WORKING WITH
PEOPLE INDIVIDUALLY AND IN GROUPS, -

a

-

£z
i

L}
There are definite differences between working with

R .

people individually and in groups, Ho&evbr, whether ypu are

working with two pcoplc‘or‘twcnty, the basic principles and

approach remain the same and so do the neceds of--the
' 4

g individuals involved. The members of the group need all of

the scrvices alrcady mentioned in connection with the
g'..
dndividual. Working with pcople in a group, however, has

k1 .
..

!

a number of advantagos%

-it gives people a chance to role play=--
. to practice some of the situations they - .
can expect to encounter while talking
with cmployers as well as to practice
L a "pairing up" with someone elsev
-they meet other people who are >
interested in creating the same kind
of new option, which gives them an
increased sense of support:; and

. . ~the group provides an opportunity to
meet possible partners.

|
A _group workshop is an Mmportant tool for helping

people_help themselves. The need for individual help and

. counsel is not diminished by using a trainihg workshop,
however,” and ‘some“people” will need more personal help than
othefs, For instance, the diff£Cu1ty that meA encounter
t;ying to.ro-structuré their jobs is often much greater than
fd; women, It is acknowledged by;socioty that women often

1have dual roles and there fore néed part-timg work more than
mens  Also, women are not gencrally viewed as thé head of

houschold. Because of this, special counseling or the

creation of a men's support group might be considered.

-
’
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an
o
-

\ “pt

Depé}fing on the make-up of yous compunity, there ﬁayﬁbe
K’} ¢ '

other speci31 groups'of.clientgrfdfﬂbhom your prOgrdm;ma

I

wish tp develop information or support fynctions in or@ép

.“v
. / AY
to help them Ssucceed. RPN
’ 7’
L )
Al
, o,
* , (\u
. . (4
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~ 2 S ' 5. WORKSHOP

fe

™ ‘ﬂ L o Workshop' Outline
Scedpion I (2 hours)
‘&%. Introduction of members, brief discussion of

their individual work backgrounds, recason for
interest in job sharing

?;y Practice in pairing . . L\
3. Inventory of strengths/skills
477 Skills resume

“ ) .
5. Crecation of fantasy job

Session I1 (2 hours)-
1. Cover letters -

' 2. Discussion of cmployer attitudes
3. Mock interviews

4. Project back-up for job seekers

The information that the New Ways to Work staff

incorporated into a workshop grew out of the experiences of
pegple who had sucCeésfully re-strxuctured a job and the
information that New Ways to Work staff had compiled

? ) — .
because of its interest in furthering opportunities for ¥

permanent pqrt-fime work and job sharing.

g X .
One of the major aims of the workshop is to take

-pfoSpective,job sharers through the process of finding a

partner and dpplying for a shared job. The workshSp

-memhers also acquire factual knowledge about job sharing

and arc exposed to employers. typical concerns such as

about fringe benefits, organization,and communication

-

problems. . Copies of the materials distributed at the

workshop are included atmfhe end of this section,

! .
. 0 =37- :
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The workshop is organized into two sessions, each two

e

hours long. The first session begins, with each member

telling the group why he or she is interested in job sharing

.

and briefly outlining past work experience and skill areas.

"

After this getting acquaipted period, the members
pair dp on the basis of potenftial common vocatisnal
intdfest or backgr;und. They may pair up thzough their oﬁn
choice or with the assistance of the workshop leaders.'

Depending on the chance. make-up of the group some of the

pairs will be likely combinations, such as two'libférians
or two administrators; some will be less likely, such as

an engineer and a computer programmer; and some will very

t

far-fetched; like a botanist and a secretary.

After the pairs are selected the members are'askgd to
a

write down five of their personal skills and five strengths.

When this is done, they are asked to exchange lists with
‘ \

their temporary partners and to discuss them. This
exercise has several purposes: |

,~The lists serve as basis for each
person's skills oriented resume.* .
This type-of resume.is designed to
cut across limitations of a vocational-
area, chronological approach, and to
produce a focused, action-word resume
which is appealing to an employer;

Nl

~ N B

*This is bgsically the resume set forth in'Go Hire
Yourself an Employer, By Richard H. Irish, and in what
Color Is Your Parachute, by Richard N. Bolles,

.
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First Session

Hypothetical
Pairing

Inventory of
Skills and
Strengths
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. »~Llt initintes communication between the [
memberns of the pairs;

-It gives the individuals a chance to N
re-think the similarities and differences
bétween the meanings of the words '"skills"

ST -and ”strongths”;

-1t provides cach person with an
opportunity to give and to get real
feedback on his/her view of their
skills and strengths,

When the members of the group have been working on Skills Resume

these skill 1ists for a short time, the workshop_leaders

s

pags. out copies of sample skills resumes and briefly discuss
the advantages of such a resume approach. A skills resume

is one which describes the cxperience and skills of a person
rather tlhan the chronological, listing of pésitions heldwin
. - ’ . .

the traditional resume.

‘ - e -

The leaders then ask the ‘practjce pdirs to make-up a Fantas§ Job

. @

"fantady job" forjwhich they could apply as a team. This
: Y T . ,
, = : B

excrcise will be easy for ‘some pairs and very difficult

v for others, depending on several factors -
. _ o )

—éommonality of'Background,'objecé&ves,u
etc. ; - , :

-willingness of. the 1nd1v1duals to think - ' )
broadly about tHeir own work potent-

1a11t1es and objectives’ and/

-ability to visualize themselves as- . ‘ é@}
part of a team in which the other . )
person's skills, preferences, and

_ _ objectives are just as important ‘*as
g ) " their own :

-

In general, this exercise has the effect of broadening the

. individual's perspectives on the world of work, anddlending

some insight into their own attitudes toward sharing.

- ¢

( _ -,1-39- I E
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Others ‘experience a sense of competition and find ways to

\ - 2 )
The workshop leaders spend some time with each pair,

"

encouraging thém to bo imaginative in their approach to
sharing and helping them to assess their own attitudes and
feelings which arise out of this discussion process, Usually,

there is a great variety of attitudes and pair-dynamics to
be dealt with. *Some pairs easily develop a fantasy job.

. - , i )
and find complementary skills and objectives with each other1

work through the competitiveness toward cooperation, while
others bog down when a sense of competition arises. Many
and that they cannot think productively about any job out-

side of their normal vocat10na1 orientation, while others

-

become excited about new vocational prospects they find.

Some pairs lapse into sharing feelings ‘of pessisism about ,

Individual
Attentioﬁ

»

Variety of

Reactions

the state of the job market in their particular ﬁield,;w%%}ew.ﬁ.
. ] . L0 T

.

some find that sharing renews their optimism about’ ' .
- . \ . - .
finding work. Later.on in the workshop, the members are

given a chance to discuss with the group the experienbes‘

’ ~

they had in the process of developlng their fantasy JOb

l

What ‘'do people dream up when they a!% asked to ‘a%k
L

-

fantasize? )
e . r ., \e }

-Genrally, about half the pajyrs discuss
various possibilities for t{raditional jobs,
speculating on what level o y job they,
could find, and what level &r variation
of the job would be best suited te sharing;
-About one third of the pairs find common.
interest in a particular traditional. job ' #
and spend the workshOp time working out
‘the detalls of whoy it could be shared,q

: - g o
4 ! : -
. »
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: -
1 ]
~The remainder spend théir time
designing shared jobs which do not
fit traditional job forms, such as
various kind of consultant work,
entreprenurial ventures; and new
o service agencjies.

-

Almost all of the pairs spend some time discussing job

scarch experiences they have had in the past. . -

Once the pairs have cvaluated each others skills and
agreed on a fantasy job they are asked to write a joint

cover letter desinged to accompany the 1nd1v1dua1's resumes.
g |
The, purpose of the letter is to:

-1nform the employer that the pa1r is
o applylng as a team; and '

* -make a start at selling the 1dea of job
-sharing to the employer for the parti-
cular job in question, .

Examples of strong cover letters- are given to the members
of the group and' the pairs are asked to work on their own

/

hypothetical cover letters in preparation for the second

‘session of the workshop.

The second session begins with a general discussion of

~
-

in composing the letter, or discozgries they made about thg'

concépt of job sharing in the process of writing the letter,
. . ’ < . .
such as the importance of selling the pair's commitment to

] .- - ) ,
being .team membets and sharing all aspects of the job.

’

After the cover letters have beenxdiSCussef, the work-

shop leaders pass out information sheets on fringe benefit -

coverage and employer concerns. They initidte discussion

Joint Cover 2;
Letter

Second Session

the. joint. cover letters. Members discuss problems ‘thay had~§ -~z

Review Cover
Lepter

Employer
Attitudes and
Fringe Benefits

-
-
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on employer attitudes and ways$ to negotiate‘friﬁge benefits

for permanent part-time workers., The advantages of

proration of benefits is.sStressed as well as possibilities
of Splitting of benefits to sgitvindiVidual needss

The bulk of the second session is spent in conducting

mock interviews with employers. Some group members and

+

leaders form a hypothetical search committee'and

v .

pairs -for the fantasy jobs which the

the wbrkshoé
interview one or two
pairs have designed. All members are given a sheet of
questions which an e?ployer might qsk.. The intérviewing
process is\generauly‘dgsigned to provide a Qiew of
employers' coﬁcerns ab;ut job shafing and to raisé as many
difficult questions as possibie. The interviewees receive

’

feedback about how effective they are as job candidates.and

a discussion of o

b

potential job sharers. There then is

r3

general interviewing techniques and of employers' attitudes,
: J
At the end of the second session, the workshop leaders
describe the resources which are available to persons who

have completed the workshops, including the talent bank

which can be used to find partneré with particular
vocational interests, and the job listings which shoula be .
consulted to find openings witH coﬁpanies who are| amenable
Workshop members ;re encouraged to return

to job sharing.

regularly to consult the resources. The leaders re-state

. e N

the project's commitment to helping the potential sharers

Hope tha

Mock Intervicws

Closing the
Workshop

find partners and jogs, Th%y stress again the

-42-
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. these job-seekers Qill facilitate change in the process of

—
'y

actively seeking shéfpd'job opportunities,

Following are copies bf the materials which are

distributed at:the workshop:

Y

-Sample Employer Questions
- =Sample Skills Resume
'-Sample Cover Letter .

-Paper Deéc ibing Job Sharing and
the Cost of Fringe Benefits

~43-
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¢ Employers could be expected to ask the following questions about job

WORKSHOP MATERIALS: SAMPLE EMPLOYER QUESTIONS®

.

sharing: -
1. What are the advantages of job sharing over single-person jobs?
2, What is the diff;répce between job sharing and part-time employmenh?
vy .
3. Whé can I look to as the person responsible for the work being done?
4. How would you-work out sharing responsibility? .
5. How would ydﬁ arrange your hours?
6.’ ﬂowﬂqould youvéovér staff meetings?
7. Hé&e the t&o of you worked together before? Can you get along under
. shared pressure? R
;») 8. How am~I g;ing to supe&vise you without making my job more complicated?
9. How are.you going to relate to full-time worke;s?
10, How aré you going to provide service as consisténtiy as a single pérsoﬁ
can? :
11, How are you going to deal effectively with our custd%ers?
.12, What kinds of bemefits do you expect? . . .
13, What R'about Qac?ations? | '
14, Where has job sharing been triéd, and how is it working?
15, What are we going to QO if one of you quits? ’ ;
16, How aée we going to get both of you properly tr;ined and broken in?
+17. Why don't you want to work full time?
18, How am I géing to give you'pay raises?
19, How can I promote one or bo;h of you?
20, How can I fire you? i

@1



‘ , WORKSHOP MATERIALS: SAMPLE SKILLS RESUME

Areas of Expertise
L

Writing/ *Edited mathematical equations for civil engineering
Technical Editing textbook. ‘

*Edited articles appearing in ﬁ%view of Scientific
Instruments and Research/Development Magazine.

. . F )
*Assisted in editing instruction manuals for military
aircraft pilots,

*Instructed and evaluated groups in expository writings

*Developed curriculum and wrote materialé for math-
reading projects,

“*Wrote project reports for federally funded project,

Administration/ *Supervised staff in preparation of civil engineering
Management ‘ research data for project reports,

*0Organized and administered federally funded math-
reading projects and prepared evaluation materials and
reports, supervised full-time aide,

*Organized and implmented instructional program in math
and language arts,

- -'o-v.-c-Analysis ...----.. .. *Designed-goals and evaluation tyols for instructional
s programs, ) .

i’ *Developed guidelines and monitoriﬁg devices for math-
reading project. -

.‘\ = ' *Analyzed evaluation results on instructional materials
@ as basis for development of subsequent programs,

Cross-Cultural . *Conducted instructional programs in black community
Relations - and in mixed Mexican-white community,

-

: - *Spgke to groups of black parents and mixed audience
v o ©  of white and black and Mexican and white,

*Communicated effectively with black and Mexican parents
in solving: specific problems,

o " #*Jorked effectively with cross-cultural staffs,

Summary of Edué&tion
- %

Work EXperienZe

=45~
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~' Job Objective: A Position involving skills in medical care,

communication and innovative programs for the aged.

(.

SUMMARY OF EXPERIENCE

Staff ilursing - Stanford Univ. iledical Certer, Palo fls
lit. Zion lospital,. San Francisco 4
Mt. Sinai Hospital, ilew York City

Emergency l'ealth Care - Camp Unalayee, Trinity Ains

Community Case ilork- Chinatown lleighborhpod Center, S.F

Office anaqement - Ear, Wose & Throat Specialist, S.F.
. v Chronic Care - Nt.'Sinai Hesp. Pelio Center, 11YC

Social Orgen17at,0n - Lo'g Kol Em th, Palo Alto

AREAS OF EFFECTIVEESS
. ! .
iiedicel - 20 yrs. experience, wide range - from Intensive Care. to
orthopedic and geriatric rel.zbilication.
- extensive work with hard of heuring and audinlogical testina,
- initiated program for hearing loss prevention

Social - organized and promoted religious oriented groups, ages
ranging from seniors to youthk, providing st1mu]at’ng

¢ and creative programs. -
- initiated inter-community program for cultural exchanges.

Communications
- Funding chairman for community cawp
- Cffice management involving patients, hosp1ta1 staff, and

office personnel.
- Speaker and vorkshop leader at regional women's conference

EDUCATION

i't. Sinai Hospital, School of flursing - flew York City:"
Registered iHurse Degree

4 4,* ‘ ' ‘ <\.
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.
WORKSHOP MATERIALS : SAMPLE COVER LETTER

. P

Dear "Luqky Emp]oyer-to-be",

lic are seeking a sinale position which ccrbines beth coordinator
and hqglgzhiéj11s. Upon hearing of the position of pirogram director for
the new igr Day Care Center, it occurred to us that cur skills may
he corplimentary in filling this position. ’

lie have a variety of skills to offer; volunterr coordination, staff
supervision, experience in working with the social and physical problems -
of the aged, knnwledge of both volunteer and professional resources,
trained observation of health care needs and experience coping with
madical caie crises. : -

lle feel that our combined knowledoe and experience offer a unique
and wide-range of expertise that could not be fulfilled by one individual.
lle hope that in this way we could provide better all-around care to the
seniors enrolled in you day care program. Statistical studies of shared . -
jobs have shown that each member of the team has §0% of the efficiency
and output of one full-time employee. ‘e believe yvou would cain more tw&%
cne professicnal interms of time, experience, understanding, freshness -
and quaiity on che job. The benefits to us, are that we both get
involvement in reaningful work and the leisure time we desire.

'le- are willing to work out our time division according to the .. .........

functional needs of the position. If there is any problem with social
secrity or employee benefits, we have undergone job-sharing training
and have knoﬁ&edge of a variety of ways these prcblems can be solved
with no additional expense or inconvenience to the employer. !le would
be happy to work this out with you.

“te "entlose our resumes and hope that we can interest you in this
"creative endeavor. :

} -

Sincerely,

”Luéky Job Sharer"

45
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SHARED JOB PROJECT OF NEW WAYS TO WORK

JOB SHARING AND TI:IE COST OF FRINGE BENEFITS -

o
Jan

"What will I do about fringe benefits?' This is ;f?e'"ﬁ'-x;ft'he initial
response we hear from,employers when they are asked to considcr
allowing two people to share one job.

. ' -

‘It is important to extend benefits to permanent part-time employees
in order to encouragc their personal identification as full membegfs of
the company's community. In order that this not mean an ineguigable

- expense for the employer, we advocate the proration of frmge bhénefits;

that is, the employer pays half the amouut for each Lalf tinie job shaver
that he would pay for a full-time employee. The employees can than
pay the additional amount for full coverage, or not, as their need
demands. The following outline of specific costs and offsets shows how

prorating would work. L

The general catego’ries of benefits are: (1) those which,the.v employer

pays for on a per capita basis and (2) those paid for as a percent of
payroll or individual salary, Head count benefits will cost the employer
more, usually, when two people are hired instead of one. Payroll or

'salary._ based,\ber;efits will not cost more for two people.

PER CAPITA BENEFITS *

-

Soc1a1 Secur1ty contrzbutxons (requ1red by law) w111 cost an employer
extra only if the cothbined salaries of two job sharers exceeds $15, 300

‘per year. Betwean $15, 300 and $30, 600, the employer must pay’

5. 85% of'the total. For example, at $20, 000 combined salarys an employe:.
would pay $274. 95 additional per year, The maximum extra cost would
be $393. 05 at a combined salary of $30, 600.

State and Federal Unemployment contributions work sxm11ar1y
except that the expense increases above combined salaries of $4, 200 per
year, and reaches maxiinim at a combined salary of $%,400 per year.
However, since percentage charges are s& small, the maximim extra

_costs to employers arc $113.40 per year for state, and $21. 00 per year

for federal insurance.

_I\A_édical ingurance can be handled by having the cmpioyer pay a
percentage of the amouut he pays toward a full-time employee's

coverage. The job sharers then have the option of paying the extra

expeuse if they would like the coverage refraining if they do not

wist to be included in it (this, of course, saves the employer his share
ANY -"]_ ‘ .

48~
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BENEFITS BASED ON PAYROLL OR PERCENT OF SALARY y -

Workman's Corhipensation premiums are usually paid by the employer
~as a percent of payroll, and therefore cost no more whentwo employees
are hired instead of one. Some employers are self-insured for -
" Workman's Compensation (Stanford University, for example); but risks
are no greater with two employees sharing-a job, because the nutnbar ot
person-hours spent on the job would be the same.’

: L

Many other b‘cnef‘its,_ such as life in'surance, travel insurance,
retirement plans ard profit sharing are based on the employces'
earnings-and can therefore be automatically prorated for part-time -

employees.

Va}atron, sick leave, etc., which anounts to salary paid for time
not worked is the most easily prorated category of benefits. Normally
the half tirie employee would be entitldd to half the vacation time
provided for full-time workers, etc.

-

HOW BENEFITS ARE CURRENTLY BEING HANDLED FOR PERMANENT
- PART-TIME EMPLOYEES -

Several employers in the San Francisco Peninsula area xre
. extending prorated benefits to their. permanent part-time employees.
As we have sé.id we believe this to be the best model because it is the
most equitable and practlcal {Stanford University and SLAC are
examples )y -
' A

' “';Sorn'e othet employers ( Lockheed, Hewlett Packard) have modified
benefits for pérmanent part-time employees, c.g. Lockheed's medical
plan does not cover office visits for dependants of partdtime employees,
and H. P's Medical Plan provides no Long Term Disability for part-time
employees. This kind of flexible approach can be used to tailor banefits
“to the circumstances d the individuals involvad.

Some currently extend full benefits to part-time employces (City

~ of Palo Alto, Ampex Corp., Santa Clara Counry, S.R.I., American
Institute for Research). This approach is generous bt aot ideal

becanuse the axtra costs may discourage wider use of job sharing in the .
future. However, in time it may become apparent that the benefits to
"employers of’job shai‘ing -- increased productivity, flexibility and accnass
to jobs -- will out weigh any additibnal administrative or
beneflts/overhead costs.

_49-
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6. FUNCTION OF THE TALENT BANK

At the end of the workshops, each person fills out a

cardywith his/her background, interests, and skills for the.
‘ w’

Talent BanW. The Talent Bank is a card file divided into

vocational categories., It is available for use by both - the

staff and individuals seeking partners for sharing. The
Bank is also a resource for employers who are looRing for
"a partner to complement a full-time worker wishing to

reduce his/her hours.

New Ways to Work Talent Bank cards look like this:

Name: Date:
Phone:
Address: . Age: 7
' Interviewer's name:
. Work wanted: ‘ .

Related Experience, skills Major Vocational
and/or education Interest Area

Secondary, Vocational
Interest Area

Only the most basic informgtion is given on the card. -
More detailed infozmation is contained on the information
sheets which are filled out aQAthe’introddcthy meeting
and on the resumes which‘individuals bring to or create

for the workshops. x

48

-50-

Content ‘and
Use

.{?.

Talént Bank
Card



7. PROBLEMS ENCOUNTERED AND HOW TO OVERCOME THEM

What are the problems you can expect to encounter and how
can you best 6vercome them? Following are four possible
problems and how to deal with them.

‘I. Meetlng,the Needs of Diffe rent C11ent Grougﬁ

Slnce no communlty is homogene0us, the people who will be
=

secking help in re;structuring a job will come to you with

very diQierent skills and needs, A, good jbb-sharing project

i
B

needs to*be flexible enough to emphasize .or expand parts

of the program that will help the partlcular c11ent group

‘ Xl

that you} a@e serving at the time.

For e%a&ple the counsellng needs of a man who has worked‘
§ .

o
4
for many years at a profe551on that he likes but who no

longer wishes to work full-time,will be very different from
those of a re-entry woman who has -been out of the job
market for a long time. The man will have less difficulty

with the overall job search, but will need a great deal of

vy
LR,

support’ to counter the resistance that men face to-their

e » .
workihg part-time. The woman, on the other hand, may

s"j
need“con51derab1e help in evaluatlng her skills and the

expen;ences she had while being a homemaker, while at the
[ . ’
same time receiving understanding for her desire for part-

time work

2. éhortagé of Part-Time Job Listings. Some of the

people who come to your project will come with the
expectation that your job developers have numerous listings

of shared joBs to be filled. They will be disappointed to

-51-
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discover that this is not the case. The process of job

deyelopment will be dealt with in detail in next secfion.
It is important to keep in mind the compléx interaction
. between employers and seekers of sﬂared jobs. Those ciients
who are already employed and who are seeking to share their
jobs aré part of your job dgvelopment efforts; the téams
who go out and interview for regular full-time listings
a;e part of thai:same process, ' Although you may start with %
‘only full-time listings, as the concepf becomes better known
the number of employeré looking for job sharers will
'increase. .Thg qéed for active involvement discourages some -

i

people for a while, but it will excite and challenge others.

3.. Difficulties in Pairing People. Having sufficient Clients Seek
o ' out Partners - .,

numBérézdf people  in your Talent Bank is a problem which o m

decreaseé as the numbers of job seekers in your program
.increases. People should also be encouraged'to seek
partners from their friends and associates. A question
which often arises about pairing is '"Should I consider
pairing with more than one person? Would that be fair?"
Thg answer is, of course, "Yes'" unless, therg is a
compelling reason to share only with a particular person,
such as if a husband and wife with the same professional
background and goals wish to share a single position.  Just
as it is generally better to apﬁly for a number of jobs,
rather than applying for one at a'time, it is better to

think in terms of various combinations of people and back-

grounds rather than a single combination.
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4, vMotivatiné People When they get Discouraged.~ Job

hunting is a,debilitating;process. It is very difficult
not to feel that you have been turned down as a person,_
rather than as an app11cant &heniyoa dd'not get a job for
wh1ch you have app11ed When a person is not only seek1ng
work, but is also trying to sell an employer on the concept

of sharing a job, # great deall of energy and ego strength

-

is necessary. It is no wonder that people get discouraged.

One of;&he functrons of a jSh sharing_project should be

to probiqe a_place where clients’can come to get support,Q

new slants on how tQ present ‘the concept, and new job leads.
It is cruc1a1 that the project staff have a strong

commi tment to f1nd1ng Jobs and referr1ng teams to them.

’

Callbacks and a pep talk from time to t1me brings the

avareness that there are other peOple workiné‘on the same .

changes that they are. This type of support can be very ;
helpfulf Even with th1s kind of help, however, some mays
‘decide to go back to looking for a full-time job. They
should be remindea that one way to re-structure a job is
to werk in a full-time position until your worth is knewn
and then begin to'seek ways to share it. Others may decide

to stop job hunting all together for a while, They should.

be encouraged to come back when they feel revived.

-53-
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' 8, EXERCISE 2 - PAIRING

£y

1. Number off i—-pne,'pwo-q-iafaund the circle, to form pairs.

2, Each person list five areas of competence.
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3. Share your list'wjth your partner.A

. - »

fter Iodking at the lists, either dream yp a fantasy job for which
our combined skills would qualify you or use a job which:one of

ou has held and discuss how you would share it,

P 5} List five advantages of sharing this job.

-~
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i IV. LET'S GO OUT IN THE REAL WORLD — STRATEGY FOR EMPLOYER CONTACT
. ,
J
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" “when talking with empioyers.,

1. WHOM DO YOU GO TO FIRST?

Job sharing can not be acéomplished without responsive
employers. Hénce, an agency that is interesbed\in fostering
jobféharing must put significant éffort into contacting°
and educating eméloyers in its area.

- Employer outreach, if it i§ £o be‘effectiVe in

generating shared jobs, should be based upon a systematic

plan of action. It is important to be aware of national

employﬁenf issues, especiall&'ag they are represented in the

"local area. For example, in some areas there is a high

~

ratio of older workers, while other dreas. have more young
N : ¢’

Tamilies and entry level workers. Also, it is important to

identify the major employment fields in’a region, such as

.

. . ) : >
electronics, and be prepared to expend some energy on them,
At the same time, lists of,successful job-sharing situations

in-your commﬁnity should be developed to use as exampleé

Decisions about which employers to contact should be

based upon the size of organizations and an assessment of

the liklihood of a positive response to job sharing. Lists
of majér employers in an area can be developed from contact
with the Chamber of Commerce, profesFional aésociétions;
and state employment offices, #After a list has been

compiled, it is a good idea to start contacting first those

. .

- who have had some experience with job sharing or other forms

of flexible emplbyment:

Develop a
Strategy

El

Identify
Likely firms

A

8



Tdeally a sequence should be developed which will

- >

t | enable the agency to contact different types %f employers
and get a sense oé which are the most responsive. Publi
- fpemployers such as municipal governments and school districts
should be contacted early since they are often quite open

to flexible modes of employment.. It is important to

N

recognize that the development of shared jobs ic a slow

process.and a number of irons should be kept injghe fire.

o

The process takes place at’ a number of levels within an,

organization (e.g. administrative, employee relations,
. -
' ) N N >

) affirmative action office, and employees who want this
2 R . v A Y

’Option forithé&selves)rand you can expect to be talking with
\\ a number of’different people over a period of time. Records

should be kept of.each contact with an organization in

order -o facilitate subsequent interaction.
_ SRS
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2\ TALKING WITH EMPLOYERS

fj - | -

12

Most employers have never -heard of "job sharing"
although increasing numbers are familiar with flexible

approaches to scheduling people's time. Your first task is

»

to explain the concept. Then you can get down to selling

the ideavté'them. Generally, i£~i§ helpful to visit the
eﬁployéf with a team of two or tﬂree individuals., ¥his
approach faci}itates gﬁe coverage of a variety of topics
and experimentation with various styles of presentiﬁg ideas.
‘ _ . If friends or‘écquainténces work»iﬁ a particular
organ%zation, sometiﬁes_it is a good idea to éet in touch
with them andgésk their advice concerning the gest way to
initiate contaét with their employer. Obviously some
interaction will bevnecessary with personnel offices but,
from-ouz exﬁerience, tr.ings movg more rapidly if you can

be reie~red to them by some.

of ar. organization, L 1z,

-

‘Zn the initial contact with an organiZation’, you myst
sell the idea of job sharing <o the people with whom you

talk. In ori-r to do tH%¥§ you must be aware that this kind

of change appears at first to be an inconvenience to most

employers. There are a number of reasons why employers are

reluctant to consider job sharing:

:

-the normal reluctance to change an
. . \4 )
existing process; »

L
o
i

-thé myth of the lazy or uncommitted
part-time worker; ’

-the lack of statistical data to support
-claims about the benefits of job sharing;

-59-
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-lack of real motivation on the part of
, many employers to make this kind of
change since it is difficult for some
to identify with the personal advantages .
it offers;

« -

-feeling that industry should not be
responsible for social change and .
that someone else—should do it.

It is up to you, therefore, to convince employers of
the professional as well as the personal advantages of job

sharing. Some of the points you may want to touch on when

"

talking with :ﬁem are:
-the problems of older workers;

'_f;he need for alternatives to 1a§off;
-ways job sharing .can-aid affirmative
- action objectives; . .
2 ) : ) R
-the changing success eEhic’of many
young professiopals (desire for
fléxibility rather than high salaries).

.Whenibisiting eﬁployergg it is very helpful to have
materialé available which.outline issues related to job
sharing. Such materials‘should cover Ehe major points of
your presentation and also go int; more detail on some of
the technical issueé such as employee benefits, Exampleé
of such materials include: information.on the benefits job
‘shgring has for employers, infofmation oﬁ ffinge benefit -
prorafing, and~a list of local examples of re-structured
"jobs, Employers should be‘encouraged to read tﬁe material

carefully and contact you later with any questions.

Obviously, selling the concept of job sharing takes
L 4 .

time and you can not ekpect a major breakthrough with dne

-60- -
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Vvisit, -One ofryour objectivds should be to answer all of

)

the initial questions raised by the employer and to

establish the expectation of continued contact. .Do not
3

push too fast or pressure employers into commitments during-

the first visit. Rather, spell out some intermediate steps

which you would like to encourage the employer to work
o 5 . > ¢
Eﬁward. One such step is to encourage an organization to

‘allow teams of job sharers (two_people) to interview for

.

their full-time listings., Another step is to encourage the

cmployer to begin a process by which their full-time

employces who want to work less time can re-structure

their jobs by sharing them with another person.

‘Make'these suggestions and then attempt to conclpde
the first meeting in a ménner'which will set the stage for
continued interaction, Ideally, try to set a daté for a
.follow up meeting or at least identify'somé:activitiés
which ﬁhe employef will pursue at a later time, such as
meeting with the personnel director to start moving
toward shared jogs in his orgqnizétion. Try to schedule

follow-up visits at regular intervals to encourage the

evolution of an organization's job sharifig program and

; v

establish yourselves as consultants to the process.

-61-
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Talking to the Employer

.

DON'T

v

Don't expect to change employer attitudes with one
visit. Do aim for continued contact.

Don't attempt to get X number of jobs, (or 10%)*
indentified as "to be shared"”. This -just puts full-
tine people and unions against you.

?

Affirm the concept of "worker-option'. Keep asking

the question '"Why should people have to work full-time
if they don't need or want to?"

Remember that you are l"selling" the idea. Be
positive:

E 83
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4. PROBLEMS ENCOUNTERED IN JOB DEVELOPMENT
" i i

Following are some of the p}oblems areas you will

encounter in job development.

1, Myths about Part-time WOrkegs. Many, if not most,
éhployers subscribe to negative sﬁereotypes about part-time
workers. They feel that part-t;me employees lack commit-
ment, ambition, and rgsponsibility, and are only Eo be used
as ''casual or "temporary' members of the work. force. Part
of:the reason for this is a narrow definition of work. Many
kinas of labor, for instance, housework, voluntary

community-service, or draft work, are not considered part

of a person's '"work'. Another is the nature of temporary

part-time work which, traditionally, has had low pay, no
fringe pbenefits and no possibilities for upward mobility.
: . »*

The information that is available about the work habits

of permanent part-time or shared job employees refutes this

A

negative stereotype and indicates higher motivation, less

[y

absenteeism and turnover, and more productivity as the
: P
results of people being able to work'in‘this new, flexible

manner,

2., Concerns about the Added Cost of Fringe Benefits,
One of the;employérs first questions is uéually about hbw‘hé
would handle frinée benefits.' For this reasdn,‘the work~
shop spends quite a bit of time explf}LinngO job-seeker;
how benefits can be prorated. (The paper which the New
Ways to Work sgaff developed on fringe benefits is |
includéd in the workéhop section of the module.) Since pro-

rating can minimize the cost of two people receiving

64~
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”, . .

benefits for one full-time job, we are sure that in time,

when more information is available on permanent part-time

workers, this concern will be eliminated.
[4

3. Accountability. "If something goes wrong, whom do

~

. 3

I blame?" Since both people share the postion, both people -

share the responsibility, If an employer can begin to

think of the sharers as‘a team rather than two separate’

individuals who have nothing to do with each othér, this

problem seems to diminish, In actual fact, it has not

emerged as a difficulty.

4, Civil Service Criteria, The various local, state,

o -

and federal hiring formulas for civil servants can be a real
barrier to this kind of re-structuring. Civil éervice ;s

an area, however, where a_gréat deal of interest has emerged
from employees who &iSh to re-structure theirﬁﬁobs. There
is legislation pénding at the federal and state levels
(See Historical Highlights in Section I) aS% sev;ral
localities have negotiated changes in their coﬁnty or city
contracts which include means to Split a position if the
employee so decides. Inladditioh, the National League of
Cities has taken a positive stance about job-sharing. 1If
your community has a number of jobs in ¢ivil service, it is

worth the effort to begin the process of changing the code

so that permanent part-time and job sharing workers can

' :be employed,
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5. Union Attitudes about "Shared Employment'' or "Share

the Work" Movements. Many union members are concerned that

job sharing might be used to reduce the work force rather

than :expand it by employers assuming that two people can

produce‘mﬁre than one and exploiting this situation by

demanding sufficient overtime so tHat the sharers are in

effect working almost full-time but being paid half-time,
They also fear that iq.cogld be used as a means to eliminate
over;time pay. Because thesé concerns are legitimate, it is
very impoﬁtgnt to structure job sharing épportuniﬁies o)

% .

that they’constitute.a worker option. Many people need and

want :full-time work. They should not be pressured into
{.

sharing or working part-time. Others, however, find f;ll-
time work ‘inhibits their ability to fulfill nécessary
responsibi%itiés outside of their work lives. .They shoulé
have a choice such,a; sharing their job so that they have
an alternative to full-time work. Most unions would éupport

this need and some have-already negotiated the option for

0

their members.

6. Union Contracts. If an existing union contract

pfohibits the use-of permanant part-time workers then there

is not much that can be done until contract negotiations

begin again.

rWorker Option




5. EXERCISE 3 - IDENTIFYING EMPLOYERS

1)

For this exercise people should break into small groups of three
or four, They will work on the questions as a small group and then
come back into the whole group to discuss the answers.

1. 1Identify three employment problems in your area.

\

2, List 10 of the major employers in'your region. (Not just the
private ones.)

“

3. List 5 people you know who could give you names of people to A
contact in local companies.

H
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6. EXERCISE 4 - ROLE PLAYING INTERVIEW

Divile the circle in half. One half will take the role of
employers. The other half will be job developers. Each half will
gather in groups of 3 or 4 on their own side of the room (employers
"on the right, job developers on the left). . .

The task of the- job developers will be to:

-Think of arguments which will sell the employers on the
. concepts of job-sharing.

-Set specific changes for which they will ask the employers.

-Decide on methods for continued communication with the
employer or someone else in his firm.

" The task of the employer group will be to:

-Draw up a list of concerns that they have about job-sharing.

After 10 mimites consultation time, the group will reconvene

and two volunteer "job developers'" will call upon and talk to

two volunteer "employers'.

N~

After listening to the mock interview the group will respond with
their reactions and a second interview will be conducted which will try
to incorporate into its arguments'and strategies what was learned from, the
first group. ‘

AN
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Information Resources--Why you Need Them.

As we have stressed throughout this module, we believe

o

that successful social change depends on:
! %f-identifying a real need;.

-educating others to the existence of
that need; and

L 2

: ~constructing bridges between one pe;son's
need and another's. In this cgse, showing
the employer how the option of job sharing
can help him solve some of his problems.

Your information resources are your tools for educating

both employers and employees or job seekers who wish to
' N

re-structure a job, They can help.ypu (1) document
chanéiné employment patterns; (2) legitimize your claims
for job re—strucluring and; (3) providé a resource for

) individuéis'or other organization§ working to é;eate an
alternative to the 40 hour work week.

- i % 'iﬁy

Where Do You Find Informatioﬁ'on‘Job Sharing?’

-Media articles. Your local newspaper is good place

' : . \
to start. Other sources would include The Wall Steet

~wurnal, New York Times;, and varjious business

journals, such as Business Week.

-Research articles, Sometimes pertinent articles are
referred to in the media stories that you have

found. The library is also a good reference source:

~

some of the headings’that you might look under are

Job Restructuring, -Quality of WopKing Life, Flexible

Hours, Employment, and Scheduling.

RET

Use of
Information

Sources of Job
Sharing Information




-Other organizations and individuals. Exchange

information wifh other organizations trying to promote
4 .

.the same kinds of change and individuals who come to

your project.

-Your own staff. As you become more knowledgeable

about the particular needs of your own community, you

will probably start constructing information packets
and writing materials of your own which deaifwith
. v

local problems. ‘

What Should Be Included?

1. Profiles of‘job sharers, Catalyst, Inc., in New
Yo%k City has written a serie§ of such profiles.
You can obtain copies of them by writing to
Cataiyst,l& E;st 60th Street, N.Y., N.Y. 10022,
As you gather‘local information you will probably -
‘want to write up some of;yOur own.

2. 'Néw'artieles which substantiate the benefits of
permanent part-time, employment or job sﬁaring.

3. Studies of employers who have-experimentedvﬁiqh job

sharing and/or flexible scheduling. -

4, Copies of‘legiSIative bills whose focus is career
part-time, job sharing, ;r flextime, |

5. Any local information which you think is pertinent

to the job sharing issue.

Topicé
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STUDIES AND' BILLS

Callfornla, Leglslature, S.B. 570/1975. (Rains, Stevens, -

_and Maddy). March 12, 1975, amended in Senate May 1,

"1975. Part-Time Employment Pilot Program for the

Joint Committee on Lezal Equality.
Enacts the Part-time Employment Pilot Program
which states that a percentage of each class in
all State agencies be available on a part-time
employment basis, (not more thau 32 hours of .work
per week). A two year pilotprogram starting
January 1,.1976, would establish the feasibility
of such a program. .

Catalyst8 6 East 82nd St, Dept B, New York, New York

1002 .
-Catalyst is a non-profit educatlonal service
organization founded with the dual purpose of
“alleviating socifty's need for able personnel

“’and ending the C¢onspicuous waste of the training

“of" educated women becaus raditional employment
-practices prevent them from comblnlng famaly and
careers. Publication list and’ other information
available from - .o above address: ' E

Catalyst. Constructing an employee benefit package for
part-time workers; a rationale for arriving at an
equitable bemefit package at no extra cost to the
employer. A Catalyst position paper. N.Y. Catalyst
1975.0 | ¥y

One of the main problems of part-time work is 7

- fringe benefits, This paper suggests workable .

" ways to deal with the problem which benefits the
employer and the employee. '

Cagtalyst, Flexible work schedules. A Catalyst position.
paper. N.Y. Catalyst, 1973. Lists part-time work
. patterns.

This article suggests several part-time and several
full-time flexible work patterns based on Catalyst's
eleven-year experience with college educated women.
The part-time work patterns are:
1. Job Pairing. Two women divide one ‘full-time
job with equal responsibility for the total JOb.
This worked well for tecachers and is a good
possibility for librarians, : -
2 figab Sharlng. Two women divide one job between '

”ﬁpllt level. r One p051t1bn d1V1ded;1nto two~»; S
_skill and pay levels; part-of ‘the time it is B
‘filled by a profe551ona1 woman and part of the:

4ime by a skille erical. ‘ R
4. Split-location. job partly done in the offlce e

and partly at home.. . yi
5. Part-time. Working less than a full-tlme flVe 4
day week. _ . » !
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6. Consultant or Specialist.
7. Short term. Full-time or part- tlme work for.
a limited tlme. A nonpermanent pattern.

Catalyst, Part-time Social Workers in Public Welfare.
A Catalyst position paper. N.Y. Catalyst 1971.

A thorough study of a proJect employing college
cducated women as part time social workers in

. Boston. It includes how the program was initiated
the conditions of employment,” as well as how the
part-timers performed. The results are impressive,
showing that half-time employees carried more -
than one-half of the workload

"Cftalyst Part-time Teachers and How They Work; A Study

of Five School Systems. A Catalyst pos1tlon paper.

N.Y. Catalyst, 1968. 39p. ‘
Studies part-time teachers in five school districts.
Conclusions: there are many well-educated women
willing to teach part-time; negative preconcep- .
tions of part-time by administrators are generally
mistaken, part-time teachers are most successful
in communities that use them in an organlzed
program,

“Daski, R.S. Area wage survey test focuses on part-

timers. Monthly Labor Revicy 97:60-2, April, 1974

- Gooden, Opal. Part-time jobs for women: a study in ten

cities. Washington, U.S. Government Printing Office,
'1951. U. S Women -S Bureau, Bulletln No. 238

Meade, M. Back to Work? Go on your own terms: shorter
work week or job sharing for women. McCalls 98:46
" July 1971 :

. Short article on how to enter the job market on
the buddy system with examples of people who have
done it.

Sandler, R: ‘and Platt, J. Job sharing at Montgomery
lerary. Library Journal 98:3234-5, November 1,1973
Sandler and Platt share one job as aud1q~v1sual
librarian at a community college. They describe
how they got the job, advantages of job sharing -
for them and their employer, and how they divide
their work. - .

- Schwartz, Jane. Part-time employment: employer attitudes

on opportunities for college-trained women; report
of a pilot project. 'New York, Alumnae Advisory Center
1964.
This study foquses on .which part-time jobs are
available to college educated women and analyses
the advantages, the disadvantages, and the reasons
employers gave for and against part-time jobs.
Silverberg, Marjorie E., and Eydie, L.D. ' Career part-
time employment: personnel implications of the HEW
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